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ENCORE

ENVIRONMENT AND COASTAL RESOURCES PROJECT

ENCORE 1s a regional conservation and development project in the Eastern Cartbbean (EC) targeting
the Marine Biome Its purpose 1s to demonstrate that the collaboration between public, private and
community interests can protect the natural resource base and enhance biodiversity conservation, while
promoting viable economic development It focuses on sustainable use and capacity building, but
incorporates as well elements of pollution prevention and treaties and legislation

The Project’s overall goal 1s to foster sound environmental management in the Eastern
Caribbean through a partnership of regional and national agencies, non-governmental
organyzations, community-based organizations, and the private sector

Funded by the United States Agency for International Development (USAID) and managed by World
Wildlife Fund (WWF), the Project 1s implemented through a Regional Environmental Management
Component and a Local Site Management Component with the Technical Assistance support of WWF

Regional Environmental Management

Natural Resources Management Unit of the Organization of Eastern Caribbean States-
OECS-NRMU To increase the capacity of the mstitutions 1n the Eastern Caribbean countries
to address environmental 1ssues and increase the public awareness of the relationship between
natural resources conservation and sustainable economic development

Canibbean Environmental Health Institute-CEHI To improve the region’s capacity to
momntor (a) the changing status of key natural resources, especially water, and (b) the trends
n environmental degradation

Local Site Management

Mimistry of Agriculture, Forestry and Environment of Domimica and Mmustry of
Planning, Development and Environment of St Lucia To demonstrate the value of an
integrated management approach to natural resource conservation and development, and to
strengthen the capacity of relevant stakeholders for the sound management of selected
terrestrial and marine ecosystems, as well as for the monitoring of natural resources
management activities
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SUMMARY OF LESSONS LEARNED TO DATE

THEME 1 PROJECT DESIGN AND PLANNING

The Value of Parncipatory Planming Active participation of beneficiaries and implementors
1n project design provides for better definition of the problems and 1ssues, and for a factual
articulation of the long-term project goal

Avoid Unrealistic Expectations Projects involving multi-stakeholder collaboration need to
include mechanisms to avoid raising unrealistic expectations

The Value of Monitoring Natural resources management projects with bult-in mecharusm for
monitoring and adjusting activities during implementation improve their chances of success

THEME 2 STAKEHOLDER COLLABORATION AND PARTNERSHIP

There 1s No Prescription for Partnerships Dedication and flexibility are keys to effective
collaboration and partnership building

Partnerships Take Time Multiple stakeholder partnerships take time to develop and are most
effecttve when built upon a common agenda, good communication and mutual trust

Inter-Agency Collaboration 1s challenging Promoting inter-agency collaboration 1s
challenging, but essential to sound environmental management

THEME 3 COMMUNITY PARTICIPATION

“Real” Commumty Participation Promoting “real” community participation m environmental
management 1s time-consuming and requires commitment, patience and skill

Moving From Dependency to Self-Help Sigmficant effort 1s needed to assist local communities
to move from a “dependency mentality” to a self-help orientation

The Legal Framework The success of community participation in natural resources
management depends significantly on the existence of the appropriate legal framework

THEME 4 CAPACITY BUILDING

Needs Assessment A needs assessment at the 1nitial stage ensures that the program responds
to the specific needs of the beneficiaries



. Monritoring Project Impacts Impact monitoring 1s an essential component of capacity building
. Experiential Learming Learning from peer’s experiences 1s among the most effective tools for

~ capacity building

- THEME 5 POLICY FRAMEWORKS AND GUIDELINES

. Policy Formulation Consultations among policy makers, technocrats and other stakeholder
groups are the best foundation for the formulation of sound policy, guidelines and regulations

. Public Awareness Campaigns Well-targeted Public Awareness Campaigns are an important

element 1n the formulation and subsequent endorsement of policy framework, gurdelines and
regulations

THEME 6 ADOPTION OF IMPROVED NRM PRACTICES

. Participation of Target Groups Participation of the target groups mn the development of
guidehines, management plans, etc 1s essential to their adoption

. Empowerment of Target Groups Effective adoption of guidelines, management plans, etc Lies
extensively on the empowerment of the target groups

. Local Economic Benefits Adoption of improved natural resource management practices 1s
more likely to occur 1f the activity generates economic benefits for local communities



THE ENCORE EXPERIENCE. LESSONS LEARNED TO DATE

OVERVIEW

The ENCORE project 1s designed around the premise that small island states are special cases m
economic development planming because the structure and function of their ecosystems are intimately
linked to neighboring ones as well as to the small size and co-dependency of therr national economies
The economic development of any single 1sland, therefore, must be viewed n the context of larger,
integrated approaches whose economic, demographic, socio-political, and environmental elements are
interlinked Working with these assumptions, ENCORE confronts some of the fundamental challenges
to the viability of the region as a cluster of sustainable natural resource-based economues, such as
tourism, land-based pollution, agriculture policies, and coastal zone development

It 1s funded by the United States Agency for International Development (USAID) through a Project
Agreement with the Organization of Eastern Caribbean States and a Cooperative Agreement with the
World Wildlife Fund (WWF) In turn, WWF provides sub-grants to CEHI, the Government of the
Commonwealth of Dominica and the Government of St Lucia In addition to the provision of
Technical Assistance, WWF 1s responsible for ensuring (a) the sound management and smooth
implementation of its sub-grantees’ Project activities, and (b) their compliance with the terms of their
respective Project Agreements as well as with relevant USAID-WWF Gudelines, policies and
procedures

Schematic Implementation Structure

_ USAID .

WWE | | OECS-NRMU |

I CEHI |D0min1ca| |St. Luc1a|




Map of the Eastern Caribbean showing the OECS Member States
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THE LESSONS LEARNED PROCESS

ENCORE has contributed and 1s still contributing to notable results mn the conservation and
management of fragile terrestrial and coastal ecosystems, the development of nature/heritage tourism,
environmental monitoring, public awareness and the strengthening of institutional capability
Nevertheless, ENCORE’s most important legacy may very well be the implementation insights
garnered from hard won experience that reflect the lessons learned from project achievements and
disappomtments The search for best practices and lessons learned (effective planning processes,
strategies, implementation technques, policies and information management systems) 1s worldwide,
so ENCORE 1s well positioned to contribute to the global knowledge building effort

This assessment of the Lessons Learned To Date from the ENCORE experience 1s the result of a) a
series of consultations, workshops and meetings facilitated by the authors and held by the ENCORE
Project partners (CEHI, OECS-NRMU, Ministry of Agriculture, Forestry and Environment of the
Commonwealth of Dominica, Ministry of Planning, Development and Environment of St Lucia,
USAID and WWF), b) various interviews and meetings held with key collaborating agencies,
commumty groups and beneficiaries such as the St Lucia National Trust, the St Lucia Tourist Board,
the Soufriere Foundation, the administration of the Soufriere Marine Management Area, the
community of Belvedere, the St Lucia Department of Forestry, the St Lucia Department of Fisheries,
the Forestry Division of Dominica, the Dominica Department of Fisheries, the National Development
Corporation, the Portsmouth Indian River Tour Guide Association, the Produce Chemustry Laboratory,
the Fisheries Study Group, etc , and c) the review of key project technical and progress reports This
assessment allowed the 1dentification of project successes and disappointments, and gathered msights
as to why It paid special attention to the “process” that led to key project achievements The series
of case-studies highlights this dimension of project activities This modest set of lessons learned and/or
principles remnforced expresses the collective wisdom of the ENCORE group on some of the important
factors contributing to successful nitiatives on behalf of ecoregion conservation and community-based
natural resources management

The first series of consultations led to the selection of a preliminary list of thematic areas to focus the
lessons learned exercise During the process, the list was reviewed and further revised to encompass
the s1x (6) themes covered 1n this document Although these themes are interlinked, attempts have been
made to develop each of them 1n such a way that the reader may pull and use the sections most relevant
to his/her interest or work

The si1x themes are

. Project Design and Planning

. Stakeholder Collaboration and Partnership
. Community Participation

. Capacity Building

. Policy Frameworks and Guidelines

. Adoption of Improved NRM Practices



|

THEME 1:
PROJECT DESIGN AND PLANNING

The successful implementation of a project starts at its planning and design stage ENCORE, like all
other projects, falls under the same rule The designers’ degree of understanding and interpretation
of the 1ssues at stake play an important role i the whole process At the same time, their degree of
understanding of the 1ssues depends significantly on the project’s point of origin

When a project oniginates from the direct beneficiaries (those who will benefit directly from project
activity), the problems to be addressed are defined and articulated according to their understanding of
their own srtuation and needs As a result however, 1t may fall short of meeting the objective and
program of the funding agencies Alternatively, when 1t originates outside of the target areas, 1t 1s very
likely to reflect the mission of the external organization as well as 1ts own perception of the needs of
the beneficiaries Consciously building-in the opportunity for active collaboration among the major
stakeholder groups (beneficiaries, implementing, executing and funding institutions) during the
planning and design process 1s critical to ensure that the real needs and priorities of the beneficiaries,

as well as the mission of the implementing and funding mnstitutions, are taken into consideration and
reconciled

The ENCORE experience has once again demonstrated the value of participatory planning A true
understanding of the ecological, socio-economic, institutional and historical context of the
beneficiaries and target locations 1s a vital element for the design of practical and sustainable projects
Community development and conservation practitioners have long argued that participatory planning
leads to projects which are built on existing knowledge, institutional structures and local capacity
This, n turn, generates more active community mvolvement during implementation, contributes to
building the capacity of local institutions and organizations, and results m activities that are more likely
to be sustained

THE DESIGN OF ENCORE

ENCORE 1s the result of a USAID-led mission i 1990 It was designed to increase the level of
awareness of people and governments m the region of the causes and consequences of environmental
degradation, and to enhance their ability to use the region’s natural resources in economically
productive and sustainable ways The two project components (REM and LSM) were to be mutually
supportive, with lessons learned 1n local site activities shared regularly with other OECS countries
through the network of regional activities, and lessons learned from the REM activities applied to the
LSM’s The LSM activities were to provide the analytical basis for guiding and informing the REM,
allowing the other OECS Member States ample opportunities to examine them, observe the lessons
learned and adapt them to their specific situations In general, the designers expected that by the end
of the project, public knowledge, support and participation of local communities in maintaining the
region natural resource base for sustainable economic development would be increasing



The project has significantly changed from this original design Numerous lessons were learned
during 1ts implementation, and many experiences accumulated 1n similar projects in other parts of the
world were confirmed Hopefully, other nstitutions, agences and communities involved in the design

and development of community-based natural resources management projects can benefit from these
lessons

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED

1 The Value of Participatory Planming Active participation of beneficiaries and
implementors m project design provides for better definition of the problems and issues,
and for a factual articulation of the long-term project goal

The implementation of the ENCORE project was extremely challenging due to a series of oversights
during the project design caused by madequate understandings of the social, economic, political,
institutional and biophysical context of the target areas The project was based on several unrealistic
assumptions, especially regarding regional, national and local capacity for its implementation

For example, the designers assumed that the NRMU had the capacity to oversee a project of this
magnitude and at the same time implement the regional component However, at that time, the NRMU
was only a five-year old organization with a very small staff It had been working n collaboration
with the German Agency for Technical Assistance (GTZ) on the testing and implementation of various
environmental techniques including Geographic Information Systems At the time of signing the
Project Agreement, ENCORE was the largest bi-lateral program m the Eastern Cartbbean Neither the
OECS Secretariat nor the NRMU had any direct mnvolvement with the private sector or the NGO
community as required by the Project Therefore, meeting the USAID program and financial
management requirements tested the mettle of the NRMU which did not, as yet, have the instrtutional
capacity to take on such responsibility This resulted in numerous and lengthy implementation delays,
as USAID compliance 1ssues were resolved, which i turn caused tension between NRMU and the
Local Sit€¢ Management However, while 1t was a struggle to manage the project, over the years the
experience has served to strengthen the capacity of the NRMU ENCORE has widened the clientele
of the NRMU to include the private sector, the NGO and CBO community The OECS-NRMU now
plays a more pro-active role in proposal development, project design and implementation

Another maccurate assumption related to the capacity at the Local Sites  The design pre-supposed the
existence of a level of community organizations that could engage 1n partnerships with government
and the private sector to implement the project activities However, while there were a few NGOs, the
majority of the existing groups comprised church and sports groups and other service clubs, many of
which were non-functional In fact, none of the Local Sites had significant community-based
organizations that were ready for partnerships with government Historically, the Cartbbean public
1s accustomed to the Government’s taking responsibility for the design and implementation of projects
Participatory approaches to development were at that time still i their infancy i the region  Had the
community been involved n the project design, this lack of capacity would have most likely been
identified and addressed



Rectifymg Project design flaws delayed the implementation of several project activities so that the
necessary assessments could be undertaken The more comprehensive assessments undertaken by the
Project Implementors 1 led to significant revisions in the original logical framework 1n order to
establish objectives and performance monitoring indicators which would better capture project

accomplishments Fortunately the funding agency, USAID, was supportive of the need to make
modifications to the Project

The value of participatory planning 1s underscored by the success of the Water Quality Monitoring
Program which was designed by the implementors and the beneficiaries together, with mputs from the
funding and the managing nstitutions It 15 a good example of how to avoid some of the design flaws

described above In this instance full contextual analysis was undertaken prior to implementation
(Case Study No 1)

2 Avoud Unrealistic Expectations Projects mvolving multi-stakeholder collaboration need
to include mechamsms to avoid raising unrealistic expectations

An important aspect of project implementation 1s ensuring that all of the stakeholders -- funding
agency, project staff and host communities -- share a common understanding of the project’s goals and
objectives Conflicting interpretations of these can lead to unrealistic expectations This occurred 1n
the ENCORE project at the local sites and at the national level There were occasions when

interpretation of the Project Document differed between the implementing mstitutions and USAID or
even among the implementing institutions themselves

Prior to ENCORE, small villages such as Scotts Head in Dominica were often targeted by the relief
and development agencies for relief assistance, infrastructural development and direct aid intervention

In Scotts Head, for example, just a few years before the imitiation of ENCORE, the residents had
received financial assistance from USAID to rebuild their homes after the destructive passage of a
hurricane Therefore, when they heard about ENCORE being funded by USAID, they automatically
assumed that money would once again be available for public work-type activities This was not the
case During the first series of consultations held by the implementors to 1dentify and develop the
project activities, the community members 1dentified and proposed only infrastructure development

project activities, most of which did not fall under ENCORE’s purview This misunderstanding
created some friction at the beginming

In this document, the term Project Implementors 1s used 1n 1ts broader sense to include CEHI, OECS-
NRMU, Minstry of Agriculture, Forestry and the Environment of Dommica, Mimistry of Planning
and Environment of St Lucia and World Wildlife Fund Through 1ts technical assistance role (long
and short-term), WWF i1s an mtegral member of the implementation team

8



CASE STUDY Ne. 1 )
DESIGN OF THE WATER OUALITY MONITORING PROGRAM

IS ————————

The Water Quality Momitoring Program anos at ensuring “that governments, private sector enities
and cemmunities have understandable and usable drnking, coastal, surface and ground water
quahty information st hand on a continuous basis, for use m determuning the safety of these
resources for buman and environmental bealth” Implemented by the Caribbean Environmental
Health Instriute (CEHI), this program 15 a good example of sound planning and partieipatory
design. Imitiated more thab one ygar affer the other elements of the ENCORE Project, it wisely
learned from their experionces

This program set ouf fo, and is being suecessiul in, Improvimg the region’s ability fo monitor water
quality. The implemertors used a logical process of design and plamning’ 1) they worked with the
regional Technical Adwisory Committes {TAC} of the OECS-NRMU to develop a preority listing
of arcas for environmental moniforing, 2) they conducted 2 series of national consuftations based
on the priority areas fo identrfy the first priority and assess individual couniry™s needs and
requirentents for envwonmental monttoring  Water quality monttoring emerged as first priority;
3} they elaborated the framework for collaboration with governmental, non-governmentat and
community-hased argamzations for the implementation of the Program, and 4} thay held a Logleal

Framework workshop fo design the Program and identify the necessary benchmarks for the
monttormg and assesstent of the Program.

Thraugh this Program, to date, all of the eight QETS Member States have established new water
quahity momtoring jnitiatives and have dedicated additional staff time and budgetary resourees to
water quality montoring Al the national water quality Jaboratoties are {or will soon be) fully
equipped with the necessary basie equipment, materials and fuman resources to implement the
raorutoring program  CEHI hag tramed the relevant staff w the use of thus eqpupent B canbinnes
1o assist them m the development of national water quality data banks which will be linked with
the regional databanks being estabhished at CEHI headqiarters The Program was alse linked mto
the L.SM compenent through the conduct of water quabty monstoring activities et identified
locations within the Local Sites in Domnica and St. Lugia.

Hailed as one of the successes of the ENCORE Project, in the 1996 Evaluation, 1t was noted that

“CEHY has used 1ts modest grant award well and bas achieved good resulty in
strengthening water quality monitoring capacity given the short time therr program
has beer underway The two person team 15 well organized and has achieved a
significant part of their objectives related to evaluating the island’s water
monioring capabilities, tramnung, lab vperading and development of Caribbean
vater quality guidelmes,”




CABE STUDY Nu. 1 (continme)
DESIGN OF THE WATER DUALITY MONITORING PROGRAM

What factors contributed to the successful smplementation of the Water Quality Momtoring
Program?

’ Designing of the Program with the aclive participation of ali the maln partuers to ensure
that the real needs and prionties of the beneficiaries, as well as the objectives of the
regionat implementmng agency and the external funding ageney were taken into
constderation,

. Conducet of natronal consultations for contextual analysis and good understand of the
nature of the ecological, socio-economie, wstitutional and historical issties which would
have unpacted on or would be nmapacted by the Program

. Assessment of the capacity of the eollaborating organizahions so that the design reflects the
varfous national circumstances.

. Targeting of welf defined fnstituttons - national fabaratores- as opposed to more nebulous
gToups.

. Development of monttoring beachmarks and indicators with active participation of the
beneficianes.

The active participation of the local stakeholders 1n project activities identification and development
1s one of the healthiest approaches n development projects However, as the ENCORE experience
shows, the beneficiaries and counterparts must first understand, agree to, and accept the project
goals, objectives and guidelines It took the ENCORE staff more than a year of hard work and the
support and understanding of USAID to address this problem and gradually develop the necessary
partnerships through consultation, dialogue, awareness raising and capacity bullding Unfortunately
this obstacle was never fully surmounted in Scotts Head, Dominmica During the initial stage, the staff
focused 1ts efforts on facilitating the community’s understanding of ENCORE’s goal, objectives and
frameworks, as well as USAID’s appreciation for the local realities and basic needs It subsequently
succeeded 1n creating a balance between the project objectives and the communities’s needs

3 The Value of Monitoring Natural resources management projects with built-in
mechanism for monitormg and adjusting activities during implementation improve their
chances of success

Natural Resources Management projects, especially those with community participation, need to

include mechanisms for the incorporation of feedback from local consultations and for the assessment
of community participation As origmnally concerved, ENCORE did not include any formal
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structure for mid-course adjustments Fortunately, the implementors succeeded 1n negotiating with
the funding agency the mclusion of activities which responded to priortties identified by the
beneficiaries For example, the implementation of activities such as management and protection of
some of the fragile or natural sites stalled because the local communities had other basic priorities

They identified, as theirr immediate priority, the need for basic samitary infrastructure for the
management and disposal of domestic and human wastes Initially, however, this was not within the
frame of the Project — though 1t desperately needed to be in order to nurture community involvement
with the Project The implementation team concluded that these basic needs should be addressed
before the local communities could move to higher level objectives such as sound environmental
management

Project alienation by the beneficiaries was avoided because

. The project staff worked in developing and nurturing their relationships with the target
communities,

. The beneficiaries were represented 1n the implementation team,

. The implementation team discussed with, listened to, understood and addressed the comments

and 1ssues raised by the larger community through consultations, and

- The funding agency was flexible enough to allow adaptation or adjustments to unforeseen
circumstances

The lesson learned 1n this instance 1s that a formal mechanism for monitoring and re-evaluating
priorty activities needs to be built-in to the Project design A formal mechanism to achieve this was
lacking 1n the original ENCORE Project design It was only through the dedication and hands-on
management style of the implementation teams that community priorities were 1dentified and
subsequent efforts made to align Project activities with the priorities identified by the target
communities

11



THEME 2
STAKEHOLDER COLLABORATION AND PARTNERSHIP

A recent global review of integrated conservation and development projects concluded that
conservation orgamzations need to place greater emphasis on establishing conservation agendas that
balance the diverse and often conflicting interests of stakeholders, and that they should always work
in strategic partnerships The ENCORE project has learned valuable lessons and/or remnforced useful
principles regarding stakeholder collaboration and partnerships that are of value to the conservation
and development communities 1n the Eastern Caribbean and globally

Like other conservation and development projects designed during this period, ENCORE 1s an
example of a collaborative approach to natural resources management Its goal 1s to be reached
through a partnership of regional and national agencies, non-governmental organizations,
community-based organizations and the private sector The ENCORE project supports the
establishment or strengthening of numerous partnerships, through regional boards, focal units, national
and local coordnating commuttees, and project technical committees It gives high priority to local
community participation in the partnership

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED

1 There 1s No Prescription for Partnerships Dedication and flexibility are the keys to
effective collaboration and partnership building

ENCORE provides a mechanism for stakeholder collaboration and partnership 1n the planming and
implementing of integrated resource management actrvities that did not exist before in the region At
the regional level, 1t has facilitated successful government collaboration on the development of
legislation, policies, regulations and/or guidelines on pesticide use and handling, water quality
monitoring, sanitary survey and environmental assessment At the national level, 1t contributed to
central and local government agencies, private sectors and NGOs working together, more than ever
before, to plan and implement environmental management actrvities through National Coordinating
Commuttees, and other informal coordination facilitated by the National Coordinators At the local
level, 1t promoted Local Site Management Teams (LSMT), made up of government representatives
and community-based organizations, to work 1n raising public awareness and to promote community
participation in environmental management

The ENCORE experience showed that oftentimes, ad hoc commuttees or boards have a better chance
of success than the constituted ones that meet as often as quarterly In small countries with small
professional pools, very often the same group of people serve on several committees concurrently
Unless they are very dedicated, 1t 1s difficult for these people to respond to the needs of all these
commuttees and at the same time fulfill their regular duties and responsibilities For example, the
functioning of the National Coordinating Commuittee (NCC), the advisory body established to assist
the National Coordinator, was problematic in Dominica Very often, 1t was very difficult or even

12



impossible for the NCC to hold its meeting because of schedule conflicts Eventually, 1t was
disbanded When necessary, the National Coordimnator had to contact the members of the defunct-NCC
on a one on one basis ENCORE was not able to tackle this problem successfully In St Lucia,
however, the NCC contmues to function without problems, mostly because of a larger pool of people

to rely on The contrast highlights the point that cases will differ under different circumstances and
in different settings

2 Partmerships Take Time Multiple stakeholder partnerships take time to develop and are

most effective when built upon a common agenda, good communication and mutual
trust

ENCORE actrvities have been effective when the partners have a common agenda, such as promotion
of nature tourism or improvement of sanitatton Partnerships proved chalienging when partners had
different priorities  Partnerships have also been less effective when there 1s madequate capacity among
partners to carry out their respective responsibilities and tasks Many of the community-based
organizations the project proposed to work with fall in that category

Building a partnership between government and NGOs was particularly challenging and has not
always worked Although the NGO sector has important experience and skills to contribute to
community-based resource management, especially in the areas of commumnity development and
empowerment, ENCORE only partly succeed (on a case by case basis) in integrating this vibrant sector
into Project activities The sentiment most often expressed was that with Governments being the lead

project implementors, NGOs were less willing to participate given their sometimes adverse relations
with Governments

On the commumty level however, a large number of Project activities were able to foster the
participation of community-based organizations (CBOs) by working with them 1n developing and
mamtaining a common agenda, good communication, mutual trust and a commitment to work together
Equitable decision-making processes cemented the partnership This ENCORE approach 1s illustrated
in Case Study No 2 Projects with objectives similar to those of ENCORE need to plan to address the
1issue of stakeholder roles and mechanisms for collaboration as early as possible
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CAGE BT1DY No. 2

COMMON AGENDA AND CAPACITY TO IMPLEMEXT |

‘The Lagoon community w Pertsmouth, Donumes 15 a good example of how citizens from z local
community can work m partnership with public sector agencies to design and implement a solufion
to what both sides agreed to be & priority problem  Vanous consultations held m Portsmounth
identificd poor public sanitation as 2 major comuunity level environmental sssue. Garbage hitered
the community The area was unsightly and 1t close proxmnify to the tounst destinations of
Cabrits National Park and Indian River made the issus more compelhing. Worse, more than forty
families hving «lose to the Purple Turtle beach, one of the most popular beaches et the istand, had
no aceess to functioning todet facilties  They had no alternative bt to dispose of thelr househiold
sewage in the adjacent wetland or on the less used seetions of'the beach. Water quality montormg
activities undertaken by CEHI revealed higher than acceptable levels of fecal cohiform, total
coliform, and other bacteria n the adjacent waterbodies  These conditions posed fhreats 1o human
health, the guality of water in the Bay and the health of marine ecosystems

The ENCORE-sponsored Local Site Management Team (LSMT] for Portsmouth decided to
address the issues. (Membership to the LSMT included ENCORE, the Water Authority, the
Devistong of Enviconmentat Health, Forestry and Tourism, the Towa Councif, local businesses,
hotel operators, commanity representatives and others,) The physical environment of Portsmouth
presented linmitations to easy soluttons The area contains rivers, estuaries, ravines and wetlands,
and has & high water table that creates difficulties to manage household wastes There Is no
municipal sewerage system and the mdividual treatment systems are inadequate far these poorly
dramed soils Over 50% of the population depended on a combination of cemmunal pit latrings,
hucket latrines, and other forms of non-formal waste removal

The LEMT sought to identify the critical actians necessary to overcome the prablem. Through
considiations and the assistance of the Environmentat Health Unit, the group decided on the first
T target community, and assessed the technologies that would work m the water togged soils. It
dentified the WHO-promated double vault, ventiduted wnproved pit latrmes DVIP as the most
appropriate technology. It developed 2 proposal to construct a first set of DVIPs with ENCORE
funding the non-focally available construction materials, Environmentat Health Drvision providing
the technicatl expertise and the beneficiaries furmshing the labor and ail Jocally available materials
Based on yis capacity, each partner took the lead m the different implementatron phases of
this common project activity snder the coordination of the ENCORE Locsl Stie Manager. The
LSMT of Soufriere m Dominica and those of 8t Lucia used a similar gpproach to address the
issues of waste management in therr respective communities

This case study instrates how partners vath different backgrounds, capacities and skifls can rally
belnd a common agenda, devise and implement appropriate selutions, and equitably share therr
responsibilifies through trust, good communication and 2 commutment to work together

14



3 Inter-Agency Collaboration Promoting mter-agency collaboration 1s challenging, but
essential to sound environmental management

The project played a catalytic role in promoting intersectorial collaboration [t fostered partnership
between the Departments of Forestry and Fisheries in the management of fragile or bio-diverse
sensitive sites  Successful elements of this type of partnership included a focus on the priority agendas
and complementary skills of the two agencies, along with the provision of financial and material
resources by the Project Despite their best efforts, often the problem of turf protection surfaced
Sometimes, the intervention of higher level Government Officials, such as a Minister or Permanent
Secretary, became necessary to bring the two sectors back to the table

High-level commitment as well as appropriate human and financial resources are needed for
collaboration and/or coordiation to last More time 1s also needed to work through jurisdictional and
implementation 1ssues, and to build trust among the different government agencies responsible for
environmental and resource management It 1s uncertam 1f collaboration among these agencies will
be sustained once the catalytic element (in this case ENCORE) 1s removed because inter-sectorial
coordination 1s difficult to marntain and 1s naturally a low priority n these agencies' primary agenda
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THEME 3:
COMMUNITY PARTICIPATION

A central element of the ENCORE Project 1s to demonstrate that community partictpation 1 natural
resource management can work 1n the Eastern Caribbean The project design called for government
agencies to coordinate community mvolvement and to facilitate the involvement of the Local Site
residents i project planning, implementation and monitoring The results would be the building
and/or increase of community confidence, self-reliance and decision-making skills as well as the
improvement of government agencies understanding of the desires and capabilities of local
communities ENCORE promotes community participation through environmental awareness and
education workshops, project planning meetings, consultations and skill building workshops, proposal
writing, etc ENCORE seeks to ensure that the participation 1s “real” not “token”, “active” not
“passive” The LSMTs serve as the Projects’ primary mechanism for working with the target

communities They identify and plan community project activities for submission to ENCORE for
support and assistance

To date, several lessons were learned from ENCORE’s effort to promote and subsequently ensure 1)
the establishment of mechanisms for community participation that have been discussed and agreed to
by the target community, 2) the representation of all community nterest groups 1n the particular
activity, 3) the existence of effective commumication channels between the community and external
partners, and between community representatives and the community-at-large, 4) the involvement of
the community n all phases of the activity--planning, implementation, and evaluation--, and 5) the
strengthening of community skills to carry on the activity

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED

1 “Real” Community Participation Promotmg “real” community participation m
environmental management 1s time-consuming and requires commitment, patience and
skall

The Project has been successful in raising community awareness about environmental 1ssues and in
generating interest in participating in improved environmental management In the absence of
formally organized community groups, project staff spent a large part of the first two years working
directly with numerous individuals and groups i the target communities to facilitate their
understanding of the 1ssues at stake, and to identify, plan and implement community project activities

It used the bottom-up “process” of awareness raising, dialogue and capacity building for sustainable
environmental activities Despite the pressure from all angles for immediate physical results, the
Project Implementors concentrated their efforts in the lengthy process of building community and
institutional capacity This was essential 1n order to promote effective community participation and
reconcile, as one observer put it, “what the community wanted” which was basic infrastructure
projects, and “what the project had to offer” which was less tangible sustainable resource management
activities
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Another lesson linked to this one has to do with staffing  Additional project staff with community and
mstitutional development skills, during the first three years, could have worked directly on the capacity

building aspect, giving the other staff members the opportunity to concentrate therr efforts on direct
natural resources management 1ssues

2 Moving From Dependency to Self-Help Signmificant effort 1s needed to assist local
communities to move from a “dependency mentality” to a self-help orientation

Throughout ENCORE’s life, the effective promotion of community-based natural resource
management has been hampered by what 1s sometimes called “a dependency mentality” 1n the local
communities For historical reasons, including hurricane relief programs and the relatively easy
income earned from tourism, some communities tend to be more interested in handouts and projects
initiated mn a top-down manner than 1n less tangible, self-imtiated activities The ENCORE experience
shows that when local residents are given the opportunity to participate in the decision-making process
about what initiatives will be undertaken, and how they will be implemented, they must also be
allowed (with the relevant technical assistance) to 1dentify the environmental 1ssues facing their
community and to articulate the priority activities required to overcome them

The Project found that activities that directly address community needs capture the attention and
interest of the residents Through the process of 1dentifying and designing a solution to their common
problems, the community members gain confidence and develop enthusiasm for the solutions They
are much more nterested and commutted to the implementation and monitoring of project activities
Through this approach, some community groups (like the community of Fond Gens Libres, Case Study
No 3) were seen to take the lead m implementing their project activities

I CASE STUDY No. 3 ]

s e ]

The community of Fond Gens Libres 18 located at the base of Grog Piton, in the immediate
watershed of the Saufriere Marine Management Area (SMMA), The Pitans ares 18 known
throughout the world for its cutstanding beauty The twin volcame plugs that form the Pions
contain unique biologieal resources, and are the home to unportant historical and cultirat assets.
The area has been propesed as a World Herttage Site to UNESCO. Despite the large nunsbers of
toussts that flock to the regian, the area has been poorly managed as & fourist destination. Many
stakeholder greups including four operators, the St. Lucia Tourist Board, Forestry Department, the
Soufnere Development Foundation, the 5t Lucia National Trust, tour guides and local restdents
have expressed an interest i developmg the tourism potential af the site  The intral foors was the
smprovement of the Gros Prton frail system.
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TTTTEASE STUDY Ne. 3 {contimie)
COMBMENITY ACTION IN FOND GENS LIBRES

ENCORE mitiated a process of commumty consultations with participation of the sbove
stakeholders These led 1o the ereation of a Project Implementation Commuttes under the
leadership of the Forestry Department  ENCORE commussioned art inventory of the Flora and
Fauna of the Gros Piton aren, the preparation of a Management Strategy and Plan of Action far the
Gres Piton Nature Site, and the development of a System to Momior Visitor’s Imapact on the Ste
The plan of activities to develop the site meluded the upgrading of the traif systen, sonstruchion
of an Inferpretation Center, mstatlation of basic sanitation facilities, implementatton of an

environmental swareness program, development of 2 tour guide assocmbton and fammng in
monitoring of visitor impacts.

The community restdents contributed fo the development of these plans. However, they insisted
that their first priorities were not the studies, the trails nor the mterpretation center, They polnted
out that the community had no meeting place and that water supply and disposal facilities for sahid
and human wastes were therr major problems. Therefore, the attendance to these baste needs
should te first in the implementation schedule ENCORE decided fo change the implementation
scheddule to address promptly the basic santfation aspect. 'With the assistance of the Environmental
Health Dirviston and the Commumuty Development Department, 1t funded the construetion of 30
Double Vault Ventilated Pit Latrmes (DVIP)  As the Project resources would not aliow for the
constructiost of the conmunity center not the provision of potable water, the ENCORE staff
successiully facihitated negotiations between the community and the management of the St Lucia
Basic Trust Fund o support these activities  The ENCORE funded activities 1 the cemmunity
wottld serve as counterpart omributrons.

A eore growp of commumty residents was formed to focns an these mitiatives, With the technical
assistance of the Envirenmental Health Qfficer, the residents virtually took the kad on the
construction of the double vault latrines. More than fifteen of them were constructed dering 2
Christnas Holday season ENCORE funded the non-locally avadable materals while the
residents were responstble for the labor and all locally availsble materials such as sand, rocks, ate.
Based on that experience, the residents decided to address the bitter situation m thelr community
through a clean-up campaigr. They contiued with the planting of ornamentals 1 promirent
tacations to beautify their community  With guidance from the Forestry Officer, they contributed
in wlentifying the location for the interpretation center, At times, they served as pressure group
1o push the representatives of Governmerst Departments and the Project Implementation Cemputtee
0 act expeditiously
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3 The Legal Framework The success of community participation m natural resource
management depends sigmificantly on the existence of the appropriate legal framework

ENCORE experience confirmed another lesson learned 1n other places where community participation
has been tried, namely, that a supportive legal framework significantly increases the ability of the
beneficiaries to participate m a meamingful manner Thus 1s especially true for situations like ENCORE
where "co-management" 1s being advocated

Co-management requires a formal sharing of authority between the state and community 1nstitutions
involved 1n the management of natural resources In the ENCORE project, a number of
co-management agreements were to be established between government departments, the private sector
and community nstitutions However, without the proper legal instrument, there 1s no formal basis
for confirming the roles and responsibilities of the different sectors In St Lucia, the Soufriere Marine
Management Authority (SMMA) has been established and 1s managed by a commuttee comprising
representatives from the Department of Fisheries, fisherfolk, divers, hoteliers, the commumnity and the
private sector (see Case Study No 7) However, there 1s no legal mstrument sanctioning the
Commuttee other than the Fisheries Act, which effectively gives full authority to the Department of
Fisheries Therefore, the final authority for the management of the marine area remains with the
government Quite understandably, the Department of Fisheries 1s reluctant to hand over full
responsibility to the Commuittee, since 1t will have to be ultimately accountable for the management
results In effect, this 1s not a true sharing of responsibility since the State 1s required to give clearance

for fundamental planning and management decisions such as budgets and work plans In short, the
State retains the final say

Generally, in the Caribbean, legislation does not provide for community participation Projects like
ENCORE have shown that if the region 1s serious about participation, then legal mnstruments will have
to be introduced to support it This will facilitate capacity building for community institutions, provide
genuine mechamsms for participation, and would finally lead to the devolution of authority to
community stitutions
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THEME 4:
CAPACITY BUILDING

Capacity building 1s usually one of the desired outcomes of development projects It 1s about
mcreasing the ability of instrtutions and indrviduals to carry out a task and achieve an outcome While
it 1s a by-product of many project activities, some projects will make the deliberate effort to include
1t as a separate component It 1s a means of promoting sustainability and 1s rooted mn a social
development or empowerment philosophy Projects that propose to build capacity do not provide aid
in the form of direct contributions mn cash or kind to recipients, instead they provide funds and

technical support to enable community members and organizations to develop the skills and abilities
to provide for themselves

ENCORE was designed to build capacity at the regional, national and local level Like many other
Projects with similar objectives, ENCORE's capacity building program focused on the strengthening
of instrtutions -- governmental, non-governmental and community-based orgamzations This program
had a multifaceted aspect education and training to develop human resources (study grant programs,
traming workshops and seminars), networking to share information and experience (ecotourism tour
in Belize, technical exchange to develop the Belvidere Estate program 1in Grenada), development of
guidelines and standards (EIA guidelines, Rapid Appraisal guidelines), and physical improvements
to remforce the infrastructures (equipment of water quality monitoring laboratories) The project
experience showed that a well coordmated multi-faceted capacity building program (Case Study No
4) has a better chance of success than one that covers only one aspect

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED

1 Needs Assessment A needs assessment at the mmitial stage ensures that the program
responds to the specific needs of the beneficiaries —

Whenever needs assessment was not part of the planning and design stage, 1t has to be conducted early
in the implementation phase Conducting a needs assessment allows project personnel to ascertain the
capacity level of the collaborating institutions n order to allocate the resources (time, finances,
personnel, infrastructure) necessary to support the project activities and to implement the appropriate
capacity building activities where needed In Case Study No 5, the needs assessment conducted for
the Indian River tour guides in Dominica and the Soufriere water taxi guides in St Lucia was key to
the success of these capacity building programs
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CARE BTLDY No. 4 ) ]
IMPROVEMENT OF WATER QUALITY MONITORIKG CAPABH LTHIR ]
e e A

A magor focus of the Water Guahty Monitoring Program implemented by CEHI is the building of
capacity of all of the OECS Member States for water sample collection, treatment and analysis,
the development of water quality detabanks and the production and use of gaad and practical water
quality data and reports. This program covers three magor areas the physical improvement of the

water menttormg laboratorigs, the development of water quality guidelines and standards, and the
tramung of the relevant personnel.

¢ Physwcal mprovemens of water monitorng faorines- The CEHI Ted assessment described
n Case Study No 1, wdentified one or twa lead agencies m each country for water quality
monitoring  In most cases, they weie the Water Anthorry and the Eavironmentat Health
Inspection Unst. The assessment also identified each mstitation’s equipment needs for the
monttoring of drmking, coastal and surface waters. {Under the ENCORE Project, CFHI
procured for and commisstoned fo each mstitution or agency meterials and equipment such
as a commputer, printer, electronic balance, portable pH meters, incubators, drying ovens,
turhidimeters, conductivity meters, thermometers, reagents, filters, ete. The recetving
agency coramitted uself to the aperation, maintenance and replscement of the muaterials,

. Development af Water Quality Guidelines and Standards: With the actrve collaboration
of its water quality monitoring partners, CEHI produced a comprehensive twavolune
series to document procedures and standards for the analysis of drinking water, and is
currently developmg gwdelines for sauitary surveys. The former, adapted from the World
Health Organization {WHO), were endorsed by the CARICOM Counctt of Mimsters of
Health and sre currently in use in alf the OBCS Member States.

. Travung of Personmel i Monrtormg Laboratoriey. Traming is 2 corollaty of infrastructure
mnprovement and the promotion of new guidelines and standards. CEHI provided the
necessary training to the relevant staff of the target agenctes on the variots aspeets of water
quality momtanng, the use of the equipment, matenals, gmdehnes and standards. As
neeessary, these agencies contmue 16 receive fechnical assistance from CEHIL

By covering these different and complementary aspects of the capacity building program, the
chances of success increased  Up to now, this program seems to werk, mainly hecayse it
responded fo expressed needs of the beneficianes
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2 Measuring Impacts Mechanisms for measuring impact 1s an essential component of
capacity building

There are many factors external to the individual and the institution that can affect success or failure
of a Capacity Building Program Therefore, mechanisms need to be put i place so that its impacts
can be measured and assessed The information from these impact assessments would help to

highlight the inhibiting or facilitating factors in the work environment which need to be mitigated or
enhanced

Numerous traiming activities (workshops, semunars, etc ) were conducted under the ENCORE Project
They targeted Project staff, public servants and personnel of collaborating nstitutions, such as
laboratory technicians, teachers, as well as representatrves of community-based organizations Among
other aspects, they covered proposal writing, waste disposal, soi1l conservation, tour guiding, project
management, environmental impact assessment, water quality monitoring, etc It 1s widely accepted
throughout the region that the series of tramning programs organized, supported, sponsored or
coordinated under the ENCORE Project has significantly contributed in the development of human
resources 1n the sub-region in the area of conservation and coastal zone management However, no
mechanisms have been established to formally measure 1ts impacts The ENCORE staff agrees that
this information would have been beneficial in measuring the success of the Project as a whole and
in developing activities to fill the gaps Learning from this experience, the NRMU has since been
taking a results oriented approach to programming in an attempt to have quantifiable measures of the
outputs of 1ts activities

3 Experiential Learning Learning from peer’s experiences 1s among the most effective tools
for capacity building

During the ENCORE Project a number of exchanges were orgamized for the Project staff and
collaborating organizations to visit stmular projects One of the more successful ones was the visit of
the Project staff and representatives from national and local NGOs to Belize to learn from the Belizean
tourtsm experiences This activity offered the participants new 1deas and helped them in the
development of their own ecotourism program As a follow-up to the trip, the St Lucia Tourism
Board (with ENCORE co-funding) organized a three-day national workshop to share the experience
and launch the development of a tourism strategy for St Lucia Principles of that strategy formed the
basis of a three year Nature/Heritage Tourism Development Project financed with STABEX funding

People who participated 1n the Belizean trip were hired as consultants to assist the NRMU
developing an OECS tourism strategy and 1n facilitating the workshop to discuss that strategy The
St Lucia National Trust 1s currently implementing a camping ground facility at Anse la Liberte with
some 1deas borrowed from the Belizean experience One of the participants on the trip 1s currently the
acting Permanent Secretary for Tourism 1 Dommica This illustrates the importance of the proper
selection of the participants The impacts of an exchange or a traming program would be longer
lasting when the participants can promote changes in their respective institutions
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CASE STUDY No. o
R CREATION OF TOUR GHIDE ASRDCIATIONS

Among the communty-based organizations strengthened through ENCORE, the Portsmouth
indian Biver Tour Guide Association (PIRTGA) m Domimea, and the Soufriere Water Taxi
Assactatton (SWTAY in St Lucia stand as two suiecess storfes  Although located in twe different
istands, their stories of growth through the Project share many simdarsies,

Orgmally known as the "jetty boys,” the PIRTGA members make a hving by taking tottists ot
row boat rides on the Indian River The Indian Rever has been atfracting tounst inferest for years
because of the nchness of its flora and fanna and its accessibility  The jetty bays would approach
the tourists as they eome fo Portsmouth and negotiate to take them up the river for a fee,
Unfortunately, because of the number of tout guides - new ones would come fo the river afl the
time ~- there would be an intensive “hustle” as sach one tried to undercut the otherto get the fire
Oftentinnes, police had to siervene to re-establish order  Many of the new gurdes would use mator
boats on the rnver The waves created by these boats would aecelerate rrverhank erosion,
weakening tre¢ roots and muaking them prone to be blown over during a lewnicans. The fumes
would also tend to Hnger and spoit the natural atmosphere of the river.

1
Stmzlarly, the members of what is now ealled the Soufriere Water Twxr Asseeiabion were once
known as the “boat boys ™ The group 1 made up of water taxi-operators and yacht guides The
former provided a range of servives for toursts, nelodng sightseeing towrs, snorkeling ttps, and
fransportation for shoppers between the fowns and villages of the West-Coast. The vacht guides
used to secure the stern hings for yachts, selt souvenirs and provide security serviees for yacht
owners Like m the case of the “jetty hoys,” rising unemployment caused an i-flug of petsons
mta the trade, causing some aggressive behavior as each person tried to secure a customer.
Fourists and yachiers began to complan: about harassment

In the case of the Indian Rrver, the ENCORE Local Site Management Team (LSMT) recognized
the impartant role that the tour gurdes could play in the conservation of the river ecosystem while
sustaining their Hvelthood, After 4 senes of consultations to assess the needs of the group, the
LSMT assisted them m organizing themselves mio an association, the Portsmouth Indian River
TFour Guide Assoctation (PIRTGA} Vartous workshops were held to facihitate the formulation of
the association's goals and objectives, prepara the by-taws and identify activities which wauld
promote the conservation of the Indian River and the development of the tour guiding business,
A trayming program was developed to enhance thewr skills, This program is stifl going on, more
than three years after ity mitiation ¥ includes workshops on First Asd, flora and farmna of the
Indian River system, business management, totr grudmg, history of the tsland, ete.
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CASE STUDY No. 3 {continme)
CREATION OF TOUR GUIDE ASSOCIATIONS

The Association aflowed the tour guides to begin addressing some of the issues that affect both the
health of thew business and that of the river ecosystem The members have drawn up #
constitution that outines the codes of conduct and the guidelines for the Indian River four
business, This has led 1o better physical appearance and behavior of the guides as a whele,
PIRTGA is now a very mmportant business partner of the four operators with whom tf bas yearly
tour puidmg contracts. Durmg the first two years, ENCORE faciitated and assisted with the
caniract negotiations, but now the association is handling them divectly.

The turning pomt for the Soufriere Water Tax Associahion came with the creation of the Soufiiere
Marme Managerment Area. Durtng the consultabions, the “boat boys™ were given the opportunity
1o share their concerns about then busness. One of their main issues was the competition that they
had from the hotels, some of which were rumming thelr awn water taxi services. The hotehers and
other stakeholders expressed their eoncerns regarding the “boat boys,” they were not orgamzed or
ficensed, most of them had ne msurance and they took people on tours without life Jackets.
ENCORE assisted with the grouping of the boat boys into a format association, the Sounfriere
Water Taxy Association, with by-laws and executive members who are ¢lected annuafly Al the
members are licensed with identification cards, have insuranee and camy safety equipment The
woark of ENCORE facihtated their access to other donors such as the Frénch Mission which
assisted themn with wniforms

The capaeity bwlding program for these two organmizations was developed with the active
participation of the beneficiaries and other relevant institutions (Tourism Division in Deminica,
the St Lucia tourism Board in St Luecia, the Fisheries Department, the Forestry Department, and
the Sauftiere Development Foundation). Based on the needs assessment, the program respoaded
1o the expressed and :dentified needs of the beneficianes, addressed their weaknesses and built on
ther strengths. It resulted 1 PIRTGA’s and SWTA’s developmg working partierships with
sectors like the tour operators and Hotel Association, which ongmally despised thelr members
These argamzations have become vibrant economsc forees in their respective commumty  There
are sttl problems to be resolved For example, somg of the PIRTGA members are stil] reluctant
to adhere to the rules of their Constitution, and resent sanctions from the Executive Commuittes
The land surroundmg the river is privately owned and stili does not have any proteetad status.

e ——————eeese

ENCORE was designed so that the regional and local site activities would be mutually supportive

One of the mechanisms which facilitated this sharing and contributed to the capacity building of the
Project staff was the quarterly meeting at which all the Project staff met to discuss the various aspects
of their work plans This offered them an opportunity to share and learn from each other’s
experiences Furthermore, staff members of the LSM, using thewr experience, assisted 1n the process
leading to the development of the management plan for the Belvidere Estate in Grenada They also

contributed their know-how to other non-ENCORE funded activities undertaken by the OECS-NRMU
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THEME S:
POLICY FRAMEWORKS AND GUIDELINES

The ENCORE Project set out to accomplish an ambitious policy framework centered on improving
environmental management 1n the OECS Member States of the Eastern Caribbean This framework
included the establishment of a) a regional consensus on the basic harmonized legislative framework
which should be put 1n place m each country to encourage sustainable natural resource management,
b) a focal pomnt 1n each country for coordimnating matters affecting the environment, and ¢) a basic
environmental management plan m each country The OECS-NRMU was to become fully functional
in coordnating and guiding these policy discussions It would act as the regional center for policy
development on environmental concerns The NRMU as the technical arm of the OECS, overseen by
a Board consisting of the Mmusters responsible for the Environment, was perfectly positioned to play
this role Similarly, CEHI, with its Board consisting of Ministers responsible for Health in the
CARICOM Member States was able to be a catalyst in upgrading environmental health standards

In general, ENCORE’s support to the development of policy frameworks, regulations and guidelines
at the regional level was strengthened through the training of technical persons from the region in the
specific areas pertaining to these policies, regulations and guidelines as well as in Environmental
Impact Assessment This work was further enhanced through the raising of citizens’ awareness of
environmental 1ssues such as pesticide use and handling, waste management and disposal, etc

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED

1 Policy Formulation Consultations among policy makers, technocrats and other
stakeholder groups are the best foundation for the formulation of sound policy,
guidelines and regulations

Policy regulations and guidelines formulation, both at the national and the regional levels, does not
and cannot take place m a vacuum, nor can 1t simply be imposed from the outside by organizations
wishing to effect or promote changes The process of policy reform (formulation, endorsement and
enactment) has many facets including direct involvement of political leaders, advice, guidance and
inputs from technical staff, as well as pressure from the civilian society, 1 e formal orgamizations and
general public In order for techmcal staff to be able to provide sound techmecal advice to policy
makers at the national level, they must be aware of the rationale, importance, methodologies,
techniques and likely outcomes of proposed policy shifts Successful formulation and endorsement of
policy framework, guidelines and regulations depend highly on the support of an appropriate cadre of
professionals

Regional organizations like the OECS-NRMU and CEHI receive thetr mandate from their governing
bodies to undertake specific sets of activities For example, the NRMU has the mandatory
responsibility for assisting the OECS Members States 1n all matters pertamning to the sustainable use
of natural resources, and to secure the funding necessary to attamn that goal While the NRMU can
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provide leadership in areas such as harmonization of environmental legislation and traming of
technical persons 1n environmental disciplines, 1t 1s not a policy making body Rather, 1t provides the
forum for the policy makers, the technocrats and the other stakeholder groups to work together, at the
national level and in regional meetings, 1n establishing the agenda for policy formulation Through
the ENCORE Project, the NRMU compiles, analyzes and distributes the relevant data and information
to guide the discussions and the development of the frameworks The review of the proposed
frameworks continues at the national level through the national focal units until endorsed by the
appropriate body (1es) (Case Study No 6 1llustrates the process ) Only then the policy frameworks
as revised are endorsed by the regional body, usually the Minister responsible for environment and/or
natural resources management of each Member State

2 Public Awareness Campaigns Well-targeted Public Awareness Campaigns are an
important element in the formulation and endorsement of policy framework, guidelines
and regulations

Public awareness campaigns to increase the knowledge of the general public, or specific sub-groups
thereof, on a particular environmental 1ssue are based upon the premise that in order for people to take
actions, they must be aware that a problem exists in the first place Awareness leads to knowledge and
understanding that in turns lead to corrective actions or mitigation The design and successful
implementation of a public awareness program centered on a particular environmental issue does not
necessarily mean that the 1ssue would be satisfactorily addressed Hence, focusing mostly on the
means of delivery of a particular public awareness message does not guarantee that the desired actions
will follow Indeed, 1ssues such as economic status of target groups, practical alternatives available
to the present course of action and opportunities to switch to more environmentally friendly activities
affect the decision to correct or mitigate The success of any policy, regulations or gmdelines depends
significantly on the support of the target group(s) In turn, the support rests highly on good knowledge
and understanding of the problems and 1ssues At the same time, 1n order for an environmental
awareness program to effect behavioral changes, 1t must be accompanied with needs assessment,
training and capacity building, it must also be placed within the appropriate framework, including
policy and context

The OECS-NRMU’s efforts at addressing the pesticide use and handling 1ssues under the ENCORE
Project (Case Study No 7) provide a very good example of the linkages among guidelines formulation,
public awareness and institutional strengthening These efforts evolved around, among others a) the
identification of the parties involved mn each Member State and the assessment of their institutional
capabilities, b) the strengthening of national-level Pesticide Control Boards and their creation where
none existed, ¢) the development and conduct of a public awareness campaign on pesticide 1ssues, the
development and conduct of training in environmental and health risks of pesticide mn the Eastern
Caribbean, and d) the development of policy briefs on pesticide management
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CASE STUDY Ne. 6
ENVIRDNMENTAL IMPACT ASSESSMENTS (EIAs)

Prior to the ENCORE project, Environmental knpact Assessments (EEAs) were seldom conducted
or uged ia the OECS Member States, although they were mantdated under thewr respective Physieal
Planpmg Qrdmances. Based on atraming needs assessment, the OECS-NRMLU developed an FiA
training program targeting technical staff from relevant government departments and NGOs.
During the past four years, the OECS-NRMU has been sponsoring the training courses on an o
going basis. Thus has contrshuted to 2 significant inerease w the number of ElAs conducted and
used 1n the OECS Member States  Given the level that most frammees were starting from, the courses
inihally aimed at premotimg 2 basie understanding of EIA’s by focusmg on their unportance and
tole 1 sustainable development, comtents of an EI4, and case studies of how ElAs are usefid.

ENCORE has Imked up with ether donor supported programs withun the NRMU portfobe te expand
and sustan the traming program For example, with GTZ funding, the NEMLU developed frame
harmonized EIA legistation  Origimally, this legislation, while being applanded by the fechnicians,
was not supported by the political directorate, Tp promote its aceeptance, # was revised and
incorporated 1nto a harmonized frame legislatrion for Physical Planning which was subsequently
endorsed by all Member States  Standing alone, the EIA Legistation was consdered as being anti-
development by the polstical directarate However, the same sector endorsed and supported i as
part of a farger legislative frarmework for tmproving physical plamning activitigs.,

As part of the necessary support structure for the mstituhionalization of new practices such as EIA,
the NRMU prowvided assistanice ta three Member States in developing specific action plans for
implementing EiAs  In addifion to the human resource development aspect, fhese achion plang
mcluded equipment upgradmg and database development The EIA trammg program mnifiated under
ENCORE has significantly evolved H 1s cutrently supported by the appropriate legislation base
TFhe NRMU is also m a Baffer posthion to continue 1o assist the Member States  Indeed, last year the
OECS Minsters of Environment Pohey Comuutice expanded the role of the NRMU with 1its
designation as an EIA review agency  Currently, the NRMUJ has the mandate to assist the Member
States im {(a} the preparation of the Terms of Reference and the conduct of the relevant scoping
exercises, and {b) the review of EI1As submitted by develapers
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CASE RTLDY No. 7
PUBLIC AWARENESR ON PESTICIDE ISKHER

In the early stages, the attempt to raise the attifudes of the public towards pesticide safety issugs
was largely based on 2 region-wide media campaign focused on ratho programs and articles m the
prirt media  An early assessment of this program and other public awarensss programs in the
regron, revealed that a simple media campaign weuld not be sufficient fo change peoples sttdudes
towards the use and handling of agriculfural pesticides, Uther shorfcomings wdentified m the
ENCORE supported pesticide awateness program were that there was madequate interactions with
the targeted communities during the implemertation phase, and that glven its repionat nature, the
program paid insufficient attention fo enhancing natronal capabilities, Thus, the conclugion that
the effort should include the mstitutionaf aspeet, pohey 1ssues, as well as the traming of natiopals
mt arder to build m-~country capacity o continue and expand on the program.

A senies of consultations was held on each Island. These cansulfations brought fogether the
vartous groups inrvolved with pestieides or related 1ssues  The groups included farmers, medical
personnel, pesticide salespeople, agricultural extension personnel, Pesticide Control Board
members and naturaf resources mansgement spectalists. The national consultations on pesticides
and related wsues led to & regional one where 1t became apparent that there was a definite need 1o
hwld-up the capacity of National Pesticide Control Beards to better assess chemical peshicide
impacts and devise safeguards  From this, an action plan evolved that gradually shifted the burden
for program implementatian from regional 1o nationsl fevel

The NRMUamplemented peshicide awareness program that encompassed the development and
coordmation of media jingles and articles i the media, as well as the ergamzation of 4 pesticide
week, shifted into mational programs  With funding from the NRML, under the ENCORE Project,
a strategy was articulated in each country wdentifymg the roles and responsibilities of the
eollaborating agencies. This led to local adaptations of the previously developed “Regional
Pesticide Awareness Program™. The following year, 1t became the responsibiity of the national
Pesticide Control Boards to destgn and implement ifs programs with the technical and funding
assistance from the regional program, where it could naot be obtained locally  This year, all
responsibidity for the program has been assumed by national entities, and the role of the regional
program has been hrnited to assisting national programs m identifying funding sotrces
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THEME 6
ADOPTION OF IMPROVED NRM PRACTICES

ENCORE has been and 1s still involved in promoting different improved environmental practices,
policies, guidelines and management plans Among others, these include

. new standards for drinking water quality,

. guidelines for water quality monitoring,

. guidelines and policy briefs for pesticide use and handling,

. guidelines for environmental 1mpact assessment,

. guidelines for watershed appraisal,

. improved sanitation practices,

. improved solid waste collection,

. the Coastal Resources Management Inmitiative,

. enhanced coastal zone management through the efforts of the Soufriere Marine Management

Area (SMMA), Canaries-Anse La Raye Marine Management Area (CAMMA) and the Cabrits
National Park,

. efforts at sound management of fragile or protected areas such as the Belvidere Estate, Gros
Piton Nature Site and Anse la Liberte Nature Site, the proposed Sulfur Springs National Park,
and

. efforts to enhance mcome generating activities m local communities through conservation and

nature based tourism

In the long run, the success of the initiatives started under the ENCORE Project will be assessed on
the degree of utilization and adoption of these practices, policies, guidelines, concepts and management
plans by the target beneficiaries The degree of their adoption directly affects the impact of the project
on the target population Simuilarly, the extent to which people internalize and utilize them 1s a
precursor of how these practices, policies, guidelines and management plans will be sustained over the
long run In order for people to adopt new practices, certain requirements must be satisfied First, they
must understand what 1s bemg advocated, and be willing to experiment with and adopt the new
practices Second, they must have the economic incentive to work towards a new practice or technique
because 1t 1s directly 1n their own financial mterest or because the consequences of not adopting would
be too high Case Study No 8 describes the process of formulating improved NRM guidelines in an
environmentally and economically sensitive region of St Lucia

LESSONS LEARNED AND/OR PRINCIPLES REINFORCED

1 Participation of Target Groups Participation of the target groups n the development of
guidelines, management plans, etc 1s essential to thewr adoption

Target user groups must be given the opportunity to have a say m the drafting of the rules and

regulations that will affect them Traditional user groups such as fishermen have a wealth of local
knowledge about the status of the natural resources, recreational features of interest to visitors, and
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potential hazards and areas requiring special attention They are also concerned about sustaining the
welfare of their famuly to the continuing use of the resources

During the consultation process for the SMMA, local residents and other user groups participated in
meetings and contributed to the designation of the management zones This was facilitated through
field trips to the site on sea and on land where they were given the opportunity to view natural features
and comment on the location of the different management zones

In addition, the Technical Advisory Commuttee was selected to mcorporate representatives of the user
groups, Interest groups, government departments and others This 22-member committee met on a
monthly basis to discuss 1ssues concerning management of the area and to advise staff on how best to
proceed However, this Technical Advisory Commuttee has proven too large to reach consensus and
decistons needed to guide management An internal management review by CANARI 1 1998 has led

to the restructuring of this Commuttee to allow for a streamlined Executive Commuittee and an
Advisory Commuittee

2 Empowerment of Target Groups Effective adoption of guidelimes, management plans, etc
lies extensively on the empowerment of the target groups

In order for new practices to be adopted and sustained, target user groups must not only understand
the technology being promoted, but they must also take an active part in the management of the
resources This can be a wide gap to bridge in the case of residents that are used to government
handouts, and who are now expected to participate in the management of programs in their
communities Community residents may not have exactly the same goals as those from the outside
who advocate programs to work towards sustainable development of that area Community residents
may not possess the organizational and management skills to take complicated decisions and provide
direction to staff They may not possess sufficient conflict resolution skills to rise above local resource
disputes or local political or religious differences Yet, they value the resources, and 1n many
occasions, they are more concerned about thewr proper management, and are more aware of the
available options than the outsiders Sometimes, they only require a forum to express themselves
freely

Environmentalists, technocrats and decision-makers must be prepared to accept and support the
empowerment of commumity members to participate m the management of the resources
Empowerment means that there must be a willingness to divest some or all management control from
a centralized authority, and a sense of trust that the programs will be implemented 1n accordance with
shared goals This s true whether full management authority 1s to be delegated to a commumnity group
or an NGO as for the Purple Turtle Beach Facilities in Dominica or the Belvidere Estate in Grenada,
or a co-management scheme 1s developed as for the Gros Piton Site or the SMMA 1n St Lucia
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CASE BTUDY No. B
SOUFRIERE MARENE MANAGEMENT AREA {SMMAY

The Southers Marine Management Area was estabhished on an 1 km stretch of the west central
coast of St. Lucia from Anse Jambon 1t the north to Anse L'Ivrogne i the south  The ares
encompasses the world fnons Prions which nise steeply out of the sea  In recent years, the marine
and coastal areas m this region have been nnder mereasing presstre from human activities, and
there has been confliet between competing uses for the same resources The SMMA was created
to resolve these conflicts, and to ensure that all economic activities can prosper without harmng
the environment

The process leading to the establishment of the SMMA began m 1994 with a series of ENCORE-
funded and facilitated commumity level consultations. These consultations brought together
representatives of the fishermen, dive operators, hotehers, yacht operators, water faxi operators,
Fisheries Department, Scuftiere Town Council, Soufriere Development Foundation, ete. Special
efforts were taken to ensure that the views of each group were heard, reconeiled whenever possible
and incerporated mto the matagement schems developed. The SMMA was zoned mbo marine
reserve areas, fishing priority areas, recreatianal areas, madtiple use areas and vacht mooring aveas.
The vistan of the SMMA is 23 & place where people and nature can hve n harmony, and where
natural resources can provide the basis of econonue development now and m the fiture The
subsequent Government approval of the Management Plan led to the establishment of the
management structure. This also openied the way for the French Coeperation: and CANARI to
bring additional support to the implementation of the Management Plan and the development of
the physical infrastructures

The activities of the SMMA are many, and mclude scientific research an the natural resources of
the area, permanegnt montormg of coral reefs, water quality and other envizonmental factors,
public mformation and sensitization, provision of facilities for users; ceordmation of related
economie activities, promotron of fechiologres that are appropriate and tied e local environmental,
sociat and cultural condrtions, and patrolling and enforcement of the rules and regulations The
rules and regulations of the SMMA melude the followmg fishing is reserved exclusively for
registered fishermen of 8t Lucia, the collection of marine organisms 15 prohibited; gvording all
contact with the reefs; and all forms of waste disposal are prohibited.

In 19897, the SMMA received well daserved interngtional recognitian by winning the British
Airways Tounism for Tomorrew Speciat Award for Nationa] Parks and Protected Areas. Recently,
the SMMA added an Edueation Officer fo s staff to engage m public outreach efforts
Muonttoring of the marme resources of the park has shown an increase In fish stocks in the SMMA
in general and parbicularly m the Marine reserves of the SMMA

L
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3 Local Economic Benefits Adoption of improved natural resource management practices
1s more hikely to occur if the activity generates economic benefits for local communities

The ENCORE project reflects the growing recognition among OECS countries of the inter-relationship
between economic growth, environmental protection, and stakeholder participation in environment and
development decision-making While the development of economic benefits was not an explicit
objective of the project, 1t was implicit in the project’s goal of sound environmental management and
many project activities are providing economic benefits for local residents Activities like sustainable
tourism, small-scale fishing, and sustainable agriculture are promising approaches that can provide
environmentally sound economic benefits through employment, income generation, local participation
and capacity building Nature tourism actrvities and marine management areas supported by the
ENCORE project are beginning to generate economic benefits for local communities, including

employment as rangers, guides, and construction workers, as well as small business development, such
as craft or souvenir shops

Marine management areas like the SMMA provide important economic benefits to fishermen by
securing their rights to fish m important areas, protecting breeding grounds, supporting alternative
types of fishing, and promoting marine-based tourism activities They also play an important role in
facilitating collaborative management of the resource by diverse stakeholders, and 1n regulating tourist
activities to ensure their sustainability
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THE ENCORE EXPERIENCE LESSONS LEARNED TO DATE
CONCLUSION

ENCORE has inrtiated or undertaken a large number of initiatives Some like the Fishing Gear
Improvement, SMMA, Strengthening of Pesticide Control Boards, Water Quality Momitoring, NGO
Grants, CRMI, Basic Sanitation Facilities will have matured by the end of ENCORE, 1 e they will
have had time to develop on their own and to take on their own momentum Other activities such as
working with the Fond Gens Libre community on developing the Gros Piton Nature Site, the
establishment of CAMMA and the Marine Management Area for Cabrits National Park, will be on-
gomng They are currently in various implementation stages Additional care and nurturing will be
required to carry them beyond the implementation of ENCORE workplans Once the ENCORE
Project terminates and the catalytic and facilitation role of ENCORE 1s no longer present, 1t will be
up to host governments and institutions to secure other sources of funding to continue and sustain
them

Even 1n the cases of success stories like SMMA, PIRTGA, CRMI, or Water Quality Monitoring, many
problems will still remain to be resolved and further work will have to be done to ensure that the
environmental management objectives of these activities are sustamned In the case of SMMA,
attention needs to be paid to the collection of fees to ensure financial sustaiability, to the education
of the public to build respect for the area, and to the enforcement of regulations to sustain the recovery
of these ecosystems In the case of PIRTGA, 1ssues such as the overall status of the Indian River,
discipline of the tour guides, financial management of the association, enforcement of the association
by-laws and continued training i tour guiding will need special attention Although the CRMI has
evolved into the Coastal Resources Management Program and other resources have been mobilized
to 1nitiate the program, the bulk of the work still remains, 1 e valorization of the natural resources 1n
economic development planning, nstitutionalization of environmental impact assessment, etc

One of ENCORE?’s contributions to the sustainable management of the natural resources of the Eastern
Caribbean region, could be the development of a practical Action Plan outhining the steps to be taken
to ensure the successful continuation of these ENCORE-funded initiatives, when USAID funding
support ends One aspect of such an Action Plan should be a continued focus on disseminating
successful results throughout the OECS region

ENCORE has been mnvolved in numerous community level environmental management activities
ranging from basic sanitation to water quality monitoring, and from watershed management to Marine
Management Area Development Work done in one community may be of relevance to other
communtties with slight modification For example, the methodologies and technologies to construct
latrines in commumnities may be of relevance to other communities not only in St Lucia and Dominica
but 1n other OECS countries as well Simularly, the expertence of the development of the SMMA 1s
of relevance to not only the CAMMA and the Marine Section of the Cabrits National Park, but to other
coastal zone imitiatives 1n the Eastern Caribbean region
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